We present a synthesis of the general dimensions of organizational culture used most commonly in extant research and outline how these general dimensions correspond to the specific values and beliefs underlying total quality management (TQM) practice (a comprehensive change initiative). We argue that the relationship between culture and implementation of new behaviors and practices has not been adequately explored because of the lack of a comprehensive framework for defining and measuring organizational cultures. Our framework presents a necessary step in moving toward culture as a useful explanatory concept in organizational research.
Here we begin to address this gap by making two contributions to discussions of organizational culture as it is related to the implementation of systemic improvement initiatives. First, we develop a framework of overarching, descriptive culture dimensions for use in studies of culture. Since the majority of these dimensions have been derived inductively through others' fieldwork, our belief was that a synthesis of what have repeatedly emerged as key components of culture would provide us with a hypothesis about which aspects of culture are most appropriate for future study. Second, to illustrate the utility of the framework, we link the general culture dimensions to a comprehensive set of values and beliefs that, we argue, represent the cultural backbone of successful total quality management (TQM) adoption. TQM provides a prominent case in point, where culture (with little systemic evidence about the specific elements of culture being referred to) has been labeled a key reason for the noninstitutionalization of new systems and behaviors (e.g., Becker, 1993; Hawley, 1995; Klein, Masi, & Weidner, 1995; Masters, 1996; Olian & Rynes, 1991; Rago, 1993; Westbrook, 1993) .
The organization of this note flows from general to specific and descriptive to normative. In the next section we provide a brief overview of the cultural terms we use, including a discussion of definitions of culture and the levels and manifestations of culture. Following that, we review existing culture frameworks and organize them through qualitative content analysis into a set of eight overarching, descriptive dimensions of culture. As a concrete example, the normative, specific type of organizational culture called for by TQM is then outlined for each dimension. In the final section we describe a number of areas for future research and theory development.
CULTURE LITERATURE
Although the introduction of culture into the field of organizational theory generally is credited to Pettigrew in 1979, its presence in the social sciences-most notably, in sociology and anthropology-is ubiquitous and almost as old as the disciplines themselves (Pettigrew, 1979) . This long history has seen a proliferation of definitions and conceptualizations of culture; in a 1952 review Kroeber and Kluckhohn cite over 150 definitions of culture from the literature. Organizational researchers also have utilized a wide variety of culture definitions, although most empirical work has centered around the view of culture as an enduring, autonomous phenomenon that can be isolated for analysis and interorganization comparison (Alexander, 1990 Schwartz & Davis, 1981) . The idea that these shared conceptions act in a normative fashion to guide behavior has resulted in culture being called the "social glue" that binds the organization (Golden, 1992; Smircich, 1983 ). Although there is as yet no single, widely agreed upon conception or definition of culture, there is some consensus that organizational culture is holistic, historically determined, and socially constructed, and it involves beliefs and behavior, exists at a variety of levels, and manifests itself in a wide range of features of organizational life (Hofstede, Neuijen, Ohayv, & Sanders, 1990; Pettigrew, 1990) .
In empirical work a common approach has been to identify artifacts of a culture, such as the unique symbols, heroes, rites and rituals, myths, ceremonies, and sagas of an organization, and then to explore, to a greater or lesser extent, the deeper meanings of these artifacts (Deal & Kennedy, 1982 
AN ORGANIZATIONAL CULTURE FRAMEWORK AND APPLICATION
To identify the specific constructs or dimensions actually used by researchers to tap the larger concept of "organizational culture" over the past two decades, we performed a qualitative content analysis of the extant literature. The review took the form of first noting the overall conception of culture being presented in each paper or instrument and then organizing the specific dimensions of that conception into a two-dimensional matrix with author(s) listed by row and dimensions listed by column.2 The matrix building began by our reviewing the first conception and listing each specific dimension of culture discussed in a separate column. Each subsequent conception was then entered rowwise, with the dimensions from that work entered in the columns that contained similar ideas from the previously reviewed works. For example, our analysis began with a review of the conception presented by Schein (1992) in his well-known work, Organizational Culture and Leadership. The main ideas from Schein's work were entered into five columns, which included "nalture of reality and truth" and "nature of time." The next conception reviewed, Hofstede et al. (1990) , contained some ideas that could be placed in the columns created for Schein's work (i.e., we placed Hofstede's "need for security" value in the same column as Schein's "nature of human nature") and other ideas for which new columns had to be created (i.e., "process versus results oriented").
As the analysis proceeded, it became evident that a relatively small number of dimensions seemed to underlie the majority of existing culture concepts. In fact, when our review of over twenty-five multiconcept frameworks was complete, our matrix contained only thirteen columns. Upon review and discussion of the matrix, we judged four columns to be similar enough to others to be combined, and we eliminated one because it appeared only once. This left eight columns in the matrix, which we and three additional researchers then reviewed and discussed until a name for the dimension identified in each column had been jointly agreed upon.3
To apply our general culture dimensions framework to a specific initiative, we next scanned the TQM literature to determine what normative dimensions have been used to define the ideal culture of a TQM organization. In this search we identified basically two types of work. The first type includes studies in which researchers claim to be exploring TQM and its culture and yet deal almost exclusively in the realm of TQM practices. In a number of these studies, frameworks that implicitly or explicitly refer to only the practices (artifacts) that should be observed in a TQM organization are defined (i. (Meglino & Ravlin, 1998: 359) . For example, values and beliefs about the importance of customers and customer focus are undeniably a key aspect of TQM, yet these aspects of culture are not covered by the majority of culture instruments used to study TQM.
Given the limitations of these strands of research on TQM and culture, our approach was to explicitly focus on defining the cultural values underlying TQM and to link them to the general organizational culture dimensions we had identified. In doing so, we attempted to avoid the problems of tautology, incomplete coverage, and others that prevent one from saying that a comprehensive list of cultural values has been identified. In addition to the literature, we used the results from an expert panel of fifteen business executives and educators convened to discuss TQM values to hone our thinking. Using a modified nominal group technique, panel members were able to articulate any values they felt were critical to successful TQM implementation, as opposed to being limited to some predefined quality or culture framework (Van de Ven & Delbecq, 1972).4 (More details on this panel are contained in the Appendix.)
As shown in Tables 1 and 2 and as discussed further below, our approach yielded a set of general organizational culture dimensions and specific TQM values for each of those dimensions. It is important to note that each of the normative TQM values articulated addresses some aspect of the general organizational culture dimension with which it is associated but does not cover the entire domain of the more general descriptive dimension. The same would be true if one used the general framework to identify the normative value system undergirding other systemic change programs, such as business process reengineering or organizational learning. (Schein, 1992) . For example, in educational organizations truth is often considered specialized and tacit, so teachers tend to gauge their effectiveness through personal experience and intuition or "gut feel" (Lortie, 1975) . In other organizations truth is considered a product of systemic, scientific study. In these organizations hard data are considered vital for problem solving (Sashkin & Kiser, 1993) (Reynolds, 1986) .
Ideas About the Basis of Truth and Rationality in the Organization

Within organizations people hold various ideas about what is real and not real and how what is true is ultimately discovered
In the TQM literature there is a premium placed on long-term commitment, including the belief that short-term sacrifices might be neces- what is required and provide erroneous information upon which to act. As a result, errors that appear to be due to human effort actually are due to systems that are inadequate in the first place. The TQM value, therefore, is that the source(s) of problems should be searched for in processes-not employees. According to this view, employees will be intrinsically motivated to do a good job if they work in an environment without fear and coercion; they will likewise be demotivated by extrinsic rewards stemming from the performance of processes and systems they do not control (Deming, 1986 Saraph et al., 1989) . It represents a mindset in which things are never viewed as "good enough" and is found in organizations in which processes and products are continuously studied for improvement. Included in this belief is the idea that improvements cannot come without change, so change should be viewed positively rather than fearfully.
A specific dimension of the continuous improvement mentality called for in TQM is the belief that quality can be improved without adding additional resources to a system. Instead, improvements can be achieved by improving internal processes, focusing on customers' needs, and preventing quality problems from occurring in the first place (Crosby, 1979; Flynn et al., 1994; Juran, 1988) . In a sense, this value is the lynchpin of the quality philosophy: quality, defined as meeting or exceeding the customers' requirements now and in the future, can be increased without additional resources.
Ideas About Orientation to Work, Task, and Coworkers
A number of the culture frameworks reviewed contain ideas about the centrality of work in human life and about the balance between work as a production activity and a social activity (Hofstede et al., 1990; Schein, 1992) . Some individuals view work as an end in itself. For these people, work has a "task focus," and the fundamental concern is on work accomplishment and productivity (O'Reilly et al., 1991; Reynolds, 1986). Other individuals see work primarily as a means to other ends, such as "a comfortable life" (Rokeach, 1973) . For these individuals, productivity is a less important goal than the social relationships formed at work (Kilmann & Saxton, 1991; Reynolds, 1986) .
In the recent TQM literature, scholars take the position that the purpose of the organization is to achieve results that it and its stakeholders (customers, stockholders, employees, and community) consider important. 
Summary
In this section we have reviewed the eight dimensions that we derived to synthesize the substantive content of a sample of extant organizational culture work and have illustrated how these general dimensions relate to the "ideal culture" for a specific improvement initiative (TQM). In the next section we present some implications for organization theory and future research.
IMPLICATIONS FOR ORGANIZATION THEORY AND FUTURE RESEARCH
Contingency theorists predict that not all values in the general culture framework will be of equal importance in the implementation of various innovations (Lawrence & Lorch, 1967; Thompson, 1967) . For example, in contrast to the TQM culture articulated above, we anticipate that programs such as organizational learning (OL) and reengineering will have their own "idealtype" cultures derived from some or all of the general dimensions. Specifically, to support OL, an organization would need a culture that valued collaboration (because, without such, individual learning would not be translated into organizational learning), shared decision influence, and fact-based decision making (Fiol & Lyles, 1985; Sch6n, 1983; Weick & Westley, 1996) . Furthermore, contingency theory indicates that not all elements of culture particular to a specific innovation will need to be adopted to the same degree throughout the organization. In manufacturing environments, for example, it is hypothesized that quality culture elements like fact-based decision making will be most important on the production floor, whereas customer focus will be most critical for engineering and sales personnel. Thus, future research is needed to identify the cultural configurations of successful adoption of specific innovations, including the internal patterning of these cultures.
The importance of subcultures also should receive more research in the future. Previous research indicates that most culture change efforts proceed with little attention to the pluralistic reality of most modern organizations. Finally, we suggest that future research and theory developments should be aimed at understanding the gaps between the culture that is espoused by certain organizational members and the one that actually describes the artifacts and behaviors visible throughout the organization. When these gaps are large, we believe that a change initiative such as TQM will be very difficult to implement. The general notion that "fit" (i.e., lack of culture gaps) is an important predictor of organizational outcomes is not new. Nadler and Tushman have suggested that various fits, such as between individual and task, between task and the organization, and between formal and informal organization, are all potentially useful explanations of microlevel and macrolevel behaviors and outcomes (Nadler & Tushman, 1980a,b) . In recent years fit research has been extended to the area of value congruence, which seems to us to be a promising approach for the study of culture and its impact on change initiatives.
CONCLUSION
In this note we have attempted to address the current ambiguity about the concept of culture and its relationship to systemic improvement initiatives. We have done so by thoroughly reviewing and synthesizing the organizational culture literature, by presenting an application of the resultant culture dimensions framework to the TQM paradigm, and by suggesting directions for future research. We believe the general dimensions presented in Table 1 Prior to the meeting, each participant was sent a one-page introduction to the group task. The introduction outlined our working definition of culture and the multiple levels at which culture can be defined. Several examples were given to show participants how quality-related culture can be expressed at the artifact (or practice) level and the value (or basic assumption) level. Participants were then asked to write as many quality-related values and artifacts as they could think of on the Post-it? notes provided and bring them to the meeting.
The meeting began with an overview of the task and an introduction to the steps of the modif ied nominal group technique (NGT) that would be employed to elicit the cultural values of TQM. Participants were informed that the NGT is a research process used to "enrich the researchers' understanding of a problem by providing judgmental statements amenable to quantification" (Van de Ven & Delbecq, 1972: 338). In this case the "problem" to be better understood was the cultural values underlying the theory of TQM. The NGT focused the group on the discussion and clarification of the quality-related artifacts and values they recorded before attending the panel meeting.
The NGT process began with each panel participant taking a turn reading to the group three or four of their prepared value and artifact statements (see examples below). Three members of the research team then placed each Post-it? on the large white board behind them. They then attempted to group the Post-it? notes into categories of similar value statements. After each participant had been given a chance to post their first three or four statements, the process was repeated until all participants had placed all their notes on the board. No discussion or evaluation of the value statements was made during this time, although participants were encouraged to "hitch-hike" on other people's ideas by presenting related but new ideas when their turn came (Van de Ven & Delbecq, 1972 During a break, the three researchers and one participant gave a tentative one-or two-word name to each of the categories created on the white board. Following the break, the categories were systemically discussed as the participants worked toward agreement on a one-sentence working definition for each of the categories. Seventeen one-sentence definitions were recorded on the wall in view of all participants (see examples below). Although the original plan was to conclude the panel process with a vote to determine which of the values were considered most important to TQM implementation, the participants and research team agreed that little additional information would come from a formal vote; the group felt that all of the value statements were important to TQM. Furthermore, as a systemic approach, the group felt it would be inappropriate to suggest some TQM values might be important and others not. Thus, this traditional final step in the NGT was not conducted.
TQM Value Names and Definitions As
